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Celine contributed generously to this work until she retired from the University in mid-July.
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Background and Charge:
In the academic climate survey conducted in April, 2014 some respondents indicated they did
not believe UD is responding/behaving in ways that are consistent with a Marianist institution.
This finding was found in multiple units, leading to several unit leaders proposing to conduct
training/education on Marianist administration. Many deans and others had already shared with
their leadership teams the Steven Neiheisel paper “Characteristics of Marianist Administration,”
and units were trying to draw practical conclusions from the content of that manuscript.
Discussion of the document at the Provost Council meeting in December 2014 led to the
suggestion that Deb Bickford convene a group of people involved in leadership development
touching upon our Marianist charism. Our charge was to develop, if possible, programming
guidelines that complement and support work already taking place with MEAs and in Leadership
UD and HR. Specifically, we were asked to tease out, and extend more deeply some of the work
already taking place, and to identify guiding principles or guidelines for engagement around
training supervisors and supervisees on administrative standards fitting for a Marianist
institution. We were asked to develop educational opportunities for academic leaders to gain a
better understanding of what Marianist Administration would “look like” in everyday practice.
Deb Bickford convened the Team, which met 9 times from late January through mid-August. We
reviewed relevant materials and documents (see Appendix A for a list of resources), and tested
our ideas/sought input from an MEA brown bag lunch in the beginning of June. Our
collaboration led us to examine Marianist organizational assets, and to identify dominant
Marianist values. And while our focus was on clarifying these for academic leaders with
supervisory and administrative responsibility, our conversation with MEAs suggested that these
assets and values belong to all in the Marianist community, and should be shared with all.2
Identifying the “Marianist Core”—the Dominant Marianist Values
We decided to focus on the essential elements that comprise leadership and administration in
particularly Marianist ways. In order to anchor the conversation, we framed our explorations in
Marianist spirituality/theology. We described the essential elements as being the “Marianist
core,” the roots of all that is Marianist. We explored competing diagrams of how we might
illustrate the essential elements, and settled upon the metaphor of a tree, with Marianist values
representing the roots of an organic system.
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This perspective also fits with the Philosophy of Leadership at UD, in particular, the second
paragraph which recognizes the value of emergent leadership. See Appendix B for the
Philosophy statement.
2

Elements at the Marianist core include:
1. Affirmation of each person’s value:
Affirming each person’s value is rooted in Catholic Social Teaching and calls us to
treat all with dignity and respect, and therefore, to lead in a way that demonstrates
that all are respected and valued. The Catholic Church proclaims that human life is
sacred and that the dignity of every human person is the foundation of a moral vision
for society. This belief is the foundation of all the principles of our social teaching.
2. Mary as a model:
Mary, the Mother of Jesus, embodies qualities which are instructive in Marianist
leadership. It is helpful to understand more fully what is identified with Marianist
spirituality. This Marianist spirituality emphasizes the Incarnation —Mary
facilitating Christ coming into the world, sustaining a presence in the ongoing life of
Christ on earth ending with her presence at the foot of the cross. The Marianist
approach to education embraces and promotes educating in a family spirit. This tone
of Marianist culture is perhaps best expressed in the phrase “the sons and daughters of
Mary” as compared to that of another well-known religious order, “the soldiers of
Christ.”
Mary’s qualities, taken together, as read within the Marianist tradition, and wellimplemented, can lead to effectiveness and a better performing organization. The way
she chose to live her life forms a set of qualities that represent ideals to which leaders
in the Marianist tradition should aspire: humility; courage; thoughtful risk-taking;
commitment to social justice; leading from the center, rather than hierarchically;
active listening; and providing a sense of stability.
3. Incarnational:
This value is about bringing Christ into the world, and being present in the world. It
supports the larger notion of sacramentality, seeing God in all things, and encourages/
challenges us to lead with that in mind. The Incarnation provides a sense of justice in
the model of Jesus and hope in that Jesus’ presence remains with us in our lives. God
is not above us, but in us and each other.
Our mission is to encourage all members of the campus community to develop a
sense of the sacramentality of all things. (See Habits of Inquiry and Reflection, p.5).
Such a sense incorporates the idea that all people and all things are reflections of
Christ in the world. While we approach this knowing that we will never fully achieve
this goal, we always hope to get closer to it in our thoughts, words, and deeds. It is a
process and a challenge.
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4. Embrace the common good:
Marianist values embrace the idea that at the heart of our working and being together
is a common good: practices, behaviors, and attitudes that provide support and
motivation for all as members of the UD community. In working for the common
good we build connections, employing the gifts of many to address the critical needs
of our times.

5. Faith-based:
We affirm our Catholic and Marianist character and build on the strength of this
legacy. We continue to make faith the center of our organizational culture. It is
however an inclusive and dialogic faith community, one that strives to support and
learn from people from other faith traditions as well as people of no faith.

6. Community in permanent mission:
A Marianist-based community is a community on a mission. It has a purpose beyond
the interests of the group itself or of individuals within the group. The community
exists to serve a mission. It does not exist simply for the sake of gathering, however
good that might be. Nor does it exist primarily for the purpose of an individual’s
personal development. A Marianist community serves as a vehicle to serve and
achieve a mission. Our mission is broad and deep. Marianist values drive us to build
community not for the sake of building community but because our ability to serve
and impact the world is greater together than individually.
Accountability becomes real in this value because it reminds us that our purpose in
the organization is to serve the mission. This is an ongoing value with no finish line,
calling us all to live as missionaries of Christ.
7. Discipleship of equals:
The Marianist movement began in France with the establishment of lay communities.
The members of these communities were young and old, male and female, scholars
and uneducated, a diverse population gathered around a common mission. Regardless
of background or role each person had a unique contribution to make to the mission.
The Chaminadean concept of mixed composition for the Society of Mary translates
into modern Marianist university organizational thought as “discipleship of equals,”
meaning that all community members have equal standing in the pursuit of mission
and a prudent claim on participation in decision making when appropriate.
Manifestations of “discipleship of equals” can be found in flattened hierarchies,
subsidiarity, collaboration in decision making, and shared governance.
4

8. Adaptation and change:
Just as Fr. Chaminade had to adapt to a new Church milieu in post-revolutionary
France and innovated with new strategies and tactics in rebuilding the church in
France, Marianist communities are called to be careful listeners to the signs of the
times and adapt new methods of service and mission to match new challenges.

Marianist Leadership Behaviors and Practices
As we see it, taken together the roots or essential elements of the Marianist core form Marianist
culture, representing the trunk of our metaphorical tree (tree diagram in Appendix C).
Manifested in leadership behaviors and practices, major branches of structure, assets, and
processes give more form to the tree. The essence of characteristics of Marianist administration
appears in Appendix D and is captured in the diagram as sub-branches. Additional sub-branches
have been added through conversation and dialogue. The tree is not unique, but the way in which
it is put together is Marianist. We are a Marianist tree, distinct from a Jesuit tree or a Franciscan
tree. It should also be noted that respect, mutuality, and seeing Mary as a model characterize not
only the Marianist tree, but also, are evolving as values in many businesses in the 21st century.
In June we tested the tree metaphor with Marianist Educational Associates at a brown bag lunch
to which all MEAs were invited. Some wording on the tree diagram was changed as a result of
the conversation. The conversation was rich, including questions about specific aspects of the
tree, encouragement to further emphasize the dimension of inclusion, and a warning to find ways
to move beyond the over-idealized view of what it means to be Marianist. We were encouraged
to be telling people what being Marianist is not, as well as what it is. We were encouraged to
avoid use of the metaphor as representing all good things. Challenge and conflict should not be
eliminated in a description of what it means to be Marianist, and we need to emphasize that
thoughtful risk-taking is important to our future. In short, people encouraged us to acknowledge
that values and obligations can create tensions, and that those tensions should be highlighted and
be part of the context for all the conversations. People reinforced what we already sensed, that
learning deeply about how our Marianist values call us to lead will take time—this is not an
easily transferable mindset and skillset. One person suggested we provide a glossary for all the
terms embodied in the tree. All agreed that the metaphor enables rich conversation and thought,
and raises many questions, such as “What nourishes the roots?” And “What makes the tree
grow?” A skilled facilitator has much to build on with this metaphor.
From Metaphor to Programming
As we debriefed the reactions of the MEAs, our thoughts turned to the work of future facilitators,
and we began to develop ideas on how education in Marianist administration might best be
facilitated. We developed recommendations for programming and proposed a set of learning
outcomes for the programming.
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Ten Recommendations for Programming
1. The tree metaphor should serve as a frame for educational programming. We imagined
that the metaphor would be discussed thoroughly at the first of multiple sessions.
2. We do not endorse the creation of a glossary, since we want to give people a chance to
struggle with the concepts, as that struggle is a source for learning. However, the
facilitator could pick out a few of the more obscure references, such as describing what is
meant by “mixed composition,” a uniquely Marianist concept that refers to egalitarianism
of lay, brothers, and priests, and which calls us to soften the potentially harsh distinctions
between, for instance, faculty and staff.
3. The facilitator could ask rich questions such as “What nourishes the tree? The roots of the
tree?” This could lead to the possibility of considering the addition of a stream
representing the Marianist legacy/heritage/story/commitment.
4. We recommend not adding more detail to the tree, but rather, letting it be further
explicated through dialogue within each workshop or series of workshops.
5. We recommend the facilitator avoid over-idealization of the concept “Marianist,” that
everything good is Marianist and everything “bad” must be something else. The
facilitator should take full advantage of exploring the shadow sides of Marianist life and
administration. The facilitator should raise the idea that there is a shadow side, and talk
about it, tease it out. This will be a source of rich discussion. The metaphor allows for a
rich discussion because trees cast shadows.
6. We recommend approaching the training organically. This recognizes that the training
will need to be different for different groups (front line supervisors versus deans, for
instance). A common frame could serve the different groups: the first session would
explore the metaphor, then ask the participants what they want to explore next. The
facilitator could ask “Where do you want to engage in more dialogue and reflection?”
7. Embrace adult learning theory, creating active workshops that require engagement on the
part of participants, building on what they already know and bring to the table (see
Appendix E).
8. Scenarios should be developed in order for people to role play how to handle situations
that commonly reflect their supervisory work. Therefore, the scenarios will need to be
tailored to the needs of the group. Over time, we can collect and hone a growing number
of scenarios that can be used in the workshops. We recommend asking people to write
scenarios on situations with which they have struggled or anticipate they will struggle
with in the future, and to bring them to the second session.
9. We encourage the facilitator to encourage participants to reflect on behavior and on how
the concepts might shape their behavior in the future.
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10. We recommend using the hand drawn version of the tree for the early series of sessions,
as it conveys a sense of potential growth as more people are exposed to the concepts and
contribute to them; however, when it seems that there is a certain stability in acceptance
of the wording of our core concepts, the diagram should be professionally rendered.

Proposed Learning Outcomes
We drafted a set of learning outcomes on which the facilitator can focus their work. The
proposed learning outcomes include:
1. Participants will embody Marianist values and administrative practices when manifesting
leadership behaviors, practices and values.
2. Participants will identify the importance of Marianist values in individual and collective
work of the University.
3. Participants will recognize the ways in which University structures inform one’s values,
behaviors, decisions.
4. Participants will integrate the Marianist appreciation of assets in interaction and planning.
5. Participants will create processes which reflect Marianist behaviors of responsiveness,
consultation, respectful communication as well as thoughtful risk taking.
6. Participants will understand the limitations of Marianist culture for organizational
development.
7. Participants will understand both unintentional and intentional distortions of Marianist
culture.
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Appendix A
Selected Resources on Marianist Administration3
“Characteristics of Marianist Universities,” 2006. A Resource paper written for and by Marianist
educators from the three Marianist universities.
“Common Themes in the Mission and Identity on the University of Dayton”, Task Force on
Mission and Identity, 2013.
Gallivan, Sean, “Leadership Theory Through the Lens of Principal Characteristics of Marianist
Administration: Finding Secular Leadership Theory in Principled Faith-Based Leadership that
Predates, Parallels, and Intersects Leadership Literature,” University of Dayton.
Glodek, Steve, Marianist Praxis. North American Center for Marianist Studies. 2012.
“Guiding Leadership Development at the University of Dayton,” February 10, 2010. This
document was developed by the 2009 task force on Leadership Development at the University of
Dayton and approved by the President’s Council in February, 2010.
“Habits of Inquiry and Reflection: A Report on Education in the Catholic and Marianist
Traditions at the University of Dayton.” Marianist Education Working Group, 2006.
Himes, Kenneth R., 101 Questions on Catholic Social Teaching (New York: Paulist Press, 2001)
Mustain, Megan, “Marianist Resources for University Governance,” AMU Lecture Series, 2015.
Neiheisel, Steve, “Characteristics of Marianist Administration,” prepared for the Office of
Temporalities, Society of Mary, General Administration, Rome, June 2009. This paper served as
the foundation on which the Society of Mary’s paper (below) was written. It is excerpted in
Appendix B.
“Principal Characteristics of Marianist Administration” October 2, 2013. This paper distributed
by the General Administration of the Society of Mary is “a response to a concern about how to
transit our charismatic identity into the future.”
Society of Mary, “Principal Characteristics of Marianist Administration,” October 2, 2013.
“Servant Leadership: What It is and How to Embody It When the Rubber Hits the Road,?”
power point presentation of programming by the Office of Human Resources.

3

These materials are not exhaustive in representing all that has been written about Marianist administration, but
rather, they are the materials with which we worked.
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Appendix B
Guiding Leadership Development at the University of Dayton
Central to our mission and identity, leadership development is a fundamental value of a Catholic
and Marianist education. Leadership is also a key educational outcome of this university.
The call to lead at the University of Dayton is guided by two foundational documents: a
Philosophy of Leadership at the University of Dayton, and an articulation of Critical Leadership
Competencies (and Behaviors) Characteristic of a Catholic and Marianist University. These
documents emerged from a 2008-2009 Task Force on Leadership, and were adopted by the
President’s Council in January, 2010.
Philosophy of Leadership at the University of Dayton
Leadership at the University of Dayton is informed by our Catholic and Marianist traditions and
is a vocation practiced in and for community. These traditions call leaders to create conditions
where everyone in our community can develop as a whole person within the context of
commitments to the broader institutional mission. Our leaders are first and foremost stewards of
the gifts and talents of our diverse community and of our organizational mission.
We recognize that those in positions of authority are most commonly identified as leaders. Our
values also invite us to create conditions for leadership to emerge throughout the organization
where specific challenges and needs intersect with the skills, talents, experiences and interests of
members of our campus community. At the University of Dayton, we recognize and value
emergent leadership and work to inspire students, faculty and staff to follow the call to lead on
campus and beyond, even as we create opportunities for them to develop their ability to do so.
Using the University of Dayton Critical Leadership Competencies
The UD Critical Leadership Competencies articulated below are defined along three dimensions
or professional domains: Personal Character, People/Interpersonal and Strategic/Results. Under
each of these dimensions are competencies which are observable knowledge, skills and abilities
that contribute to the achievement of the dimension. The competencies appear in bold. Each of
the competencies is then described in terms of the behaviors needed to attain the competency and
achieve successful job performance. These appear to the right of the competencies.
The Leadership Competencies identify and describe core competencies which are relevant and
necessary to every level of the organization and which support our values and philosophy of
leadership at a Catholic and Marianist institution. Collectively, they are also aspirational—while
it is not possible for anyone to embody fully all of the leadership competencies, everyone should
develop competencies and display behaviors in consonance with them, rather than exhibit
behaviors misaligned with the leadership qualities we value and attempt to foster as a Catholic
and Marianist institution.

9

These are the competencies to which all community members should aspire. The list is a
resource and guideline for many campus processes, including but not limited to:
a. Criteria for selecting and hiring potential employees
b. Competencies and behaviors/skills around which leadership development programming
can be built
c. Skills, behaviors, and attitudes whose dimensions can be included in an individualized
development plan
d. Competencies providing a framework for peer review
e. Qualities to include as a basis for Performance Management
f. Assessing talent and promotability (including Career Development and Succession
Planning)
Critical Leadership Competencies Characteristic of a Catholic and Marianist University
All members of the UD community are called to be leaders in the Catholic and Marianist
tradition who demonstrate competencies along three dimensions:
1.

Personal Character Dimension
a.

Develops character: strives for high integrity and honesty; is self-reflective about
his/her vocation as leader; has a capacity for self-transformation and change; exhibits
transparency of motives; inspires trust; models balance in work and personal time; acts
in an ethical manner

b.

Strives for personal meaning: integrates faith in the transcendent dimensions of life
and/or pursues a personal framework of meaning consistent with the work of leadership;

c.

Develops professional and technical skills: models life-long learning; is aware of
deficiencies in skill and experience and seeks to mitigate gaps in knowledge base and
ability; expands skills in problem solving and issue analysis

d.

Possesses strong achievement drive: accepts responsibility and accountability for
outcomes; demonstrates the resilience and resolve necessary to overcome obstacles and
setbacks; is self-confident, optimistic, and ambitious in the service of the organization

e.

Displays sound judgment: applies broad knowledge and seasoned experience when
addressing complex issues; makes timely, tough decisions

f.

Demonstrates an inquisitive and inquiring nature: believes he/she is enriched by
others’ perspectives and experiences; learns from experience and adjusts course
accordingly; is comfortable with ambiguity and uncertainty; is able to hold creative
tension
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2.

3.

People/Interpersonal Dimension
a.

Intentionally builds leadership capacity as central to our values: attracts high
caliber, diverse people; develops teams and talent with diverse capabilities; develops
successors and talent pools

b.

Uses inclusive decision making: actively solicits different perspectives and
experiences when making decisions; recognizes importance of and attends to process as
well as the content of activities

c.

Empowers others: creates a climate that fosters personal investment and excellence
from everyone they influence

d.

Builds relationships and community: encourages effective working relationships
through challenge and support, using sensitivity and empathy; finds common ground
with others to establish a common purpose; fosters mutual trust and respect; builds
community, internally and externally, in order to strengthen institutional collaboration

e.

Communicates with skill, sensitivity, and candor: fosters open dialogue; listens
actively; encourages open and honest expression of ideas and opinions; delivers clear,
convincing and well-organized presentations

Strategic/ Results Dimension
a. Demonstrates continuity between actions and the Catholic and Marianist mission
of the University: understands and pursues successful outcomes within the context of
Catholic & Marianist values; encourages others to seek avenues that both move us
toward excellence and respect the philosophical ideals upon which the University is
based
b. Is forward looking: is open and honest in interrogating current reality and
assumptions; seeks to learn from others; develops distinctive strategies to achieve
competitive advantage; establishes stretch goals; continues to learn the way to realize
the desired future; aligns resources to support strategic priorities
c.

Articulates a clear vision: maintains a long-term, big-picture view; foresees
obstacles and opportunities; uses effective communication skills to mobilize and inspire

d. Drives for results/executes: demonstrates and fosters a sense of urgency and strong
commitment to achieving goals; assigns clear authority and accountability; directs
change while maintaining operating effectiveness; monitors results; tackles problems
directly and effectively
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e.

Leads courageously: takes principled personal and organizational risks to do what is
right and achieve organizational success, and supports others who do so; takes
responsibility for outcomes.

f.

Champions continuous improvement and innovation: encourages alternative
approaches and new ideas; generates creative, resourceful solutions; challenges current
assumptions, processes, and practices with a mindset of continuous improvement

Source: “Guiding Leadership Development at the University of Dayton,” February 10, 2010.
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Appendix C
The Tree Metaphor
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Appendix D
Characteristics of Marianist Administrators
Culture:
•
•
•
•
•
•
•

Commitment to community
o internal function (hospitality, family spirit, care)
o external or public function (community–in-permanent mission)
Passion for mission
Egalitarianism or Discipleship of Equals
o Internal function (construction of mixed composition)
o External function (blending into social and civic tapestry)
Humility
o Foundation of service, of openness to others and to permanent mission in the
world
Incarnation-centered ideology
Commitment to adaptation and change
Organic and open system
o Like a tide, it has continual influx and outflow of members (e.g. new students
every four years or so, as well as many other people)
o It is an organization highly sensitive to outside influences (economy, politics, the
Church, etc.) since its primary mission is to engage the world.

Processes:
•
•
•
•

Communication must have high regard for the person, valued through an emphasis on
person-to-person communication.
Decision making is consultative, but there should be a balance of consultation, shared
governance, and effective results. It is based on consensus and is transparent in nature.
Organizational processes must be flexible and responsive to the signs of the times.
These processes encourages change which means encouraging risk.

Assets:
Marianist administrators:
•

People
o View all life as vocation and each person’s life as a vocation
o Make the management of people about their formation
o Believe in the discipleship of equals which means treating all with respect
regardless of position or title

15

o Encourage dialogue within the organization to strengthen it, are not afraid of
conflict
o Develop a sense of shared purpose through open participation and dialogue
o Build service communities
•

Financial and Material Assets
o Embrace stewardship
o Value simplicity and austerity
o Honor total and open accountability
o Ensure transparency
o Allow mission to drive the budget, not the reverse

Source: Neiheisel, Steve, Characteristics of Marianist Administration, Prepared for the
Office of Temporalities, Society of Mary, June, 2009.
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Appendix E
Principles of Adult Learning Theory for Faculty Development
We recommend following design principles promoted by Malcolm Knowles, who pioneered
studies of adult learning. Characteristics of adult learners include:
1.

Adults are autonomous and self-directed. They need to be free to direct themselves. Their
teachers must actively involve adult participants in the learning process and serve as
facilitators for them. Specifically, they must get participants' perspectives about what topics
to cover and let them work on projects that reflect their interests. They should allow the
participants to assume responsibility for presentations and group leadership. They have to be
sure to act as facilitators, guiding participants to their own knowledge rather than supplying
them with facts. Finally, they must show participants how the workshop will help them reach
their goals (e.g., via a personal goals sheet).

2.

Adults have accumulated a foundation of life experiences and knowledge that may
include work-related activities, family responsibilities, and previous education. They need to
connect learning to this knowledge/experience base. To help them do so, they should draw
out participants' experience and knowledge which is relevant to the topic. They must relate
theories and concepts to the participants and recognize the value of experience in learning.

3.

Adults are goal-oriented. Adults appreciate professional development that is organized and
has clearly defined elements. Facilitators must show participants how workshops will help
them attain their goals. This classification of goals and course objectives must be done early.

4.

Adults are relevancy-oriented. They must see a reason for learning something. Learning has
to be applicable to their work or other responsibilities to be of value to them. Therefore,
instructors must identify objectives for adult participants before the course begins. This
means, also, that theories and concepts must be related to a setting familiar to participants.
This need can be fulfilled by participants choosing projects reflecting their own interests.

5.

Adults are practical, focusing on the aspects of a lesson most useful to them in their
work. They may not be interested in knowledge for its own sake. Instructors must tell
participants explicitly how the lesson will be useful to them on the job.

6.

As do all learners, adults need to be shown respect. Instructors must acknowledge the
wealth of experiences that adult participants bring to the classroom. These adults should be
treated as equals in experience and knowledge and allowed to voice their opinions freely in
class.

In short, assumptions worth building into program include:
• Adults learn best through experiences
• Adults learn best through problem solving
• Adults learn best when the learning is of practical and immediate value
Knowles, Malcolm S. 1980. The Modern Practice of Adult Education; From Andragogy to Pedagogy.
Englewood Cliffs, NJ: Cambridge Adult Education.
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